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The stlachad papers iist iines of inquiry ond toples of possibls
historical interest in the developnent of the Uffice of Policy Coording-
idons I% le suggestive rather then definitive. There ig no intentdon to
declere that any of “he individual items included are gropriaste materiel
for the historicsl misessaant of the Agency. For gengrsl guldance, 1t ney
be ssid that the end rroduct of the historical eudit ag now envizioned is
definitely not an oparationsl HMatory. Operationsl mgtorisl will be
appropriste only insfar as such naterial has broad sipgnificance, in
partieularly typical, or has eapecial impeet from the siendpoint of
lessons learned from experience, Vhat is sought is s documented scocount
of the evolution of the Azeney and itz major camponent parts, mfficiently
conerote and sufficlantly deteiled to furnigh the present or ayy future
director of the Apency s»d hiz immediate staff sselstents both o compre-
hengive and detalled sceount of what the Agency has became and Implicgtions
and suggestiong ss to whet it next needs o becane., While the historicsl
apsesamentwill be of the highest elassification, it still remairs that
information pertaining to continuing operations which could compromige md
endanger persamsl o rrojects should be excluded from sach assessment.
Therefore this list is prepared for the informal guidance of the sppropriste
officisl opr officisls of UPC, a5 e series of concrete exmmples ¢f whet,
viewed from cubslde that offiee, sppears of possible historicel significence
and interest. Only Srow within thot Office can the propriety ad sppro-
pristeness of particaler neterisl be determined., Conversely, wile the
exclusion of muggestad tonies for ressons of operationsl semsitiviyy ia
properiy within the urvlew of OFC iteslf, the inclusion of other topice
not here saggested is equally dependent upon the knosledge wd viewpoind
of persons wthin that 0ffice. In borderline casecs, it is suggested that
material be fumished te the Blstoriesl Section subjeet to review and
final detemingtion as to ite use, after it has been processed. With
respect 10 mich meteriel a8 i fumighed, it is sagpested that a combine-
tion of three lines 5f procedure, in varylng proportions, mey prove nost
effectives; 1, special prepsration of material by OPC for the Historiesl
Soctiong 2. selsction of spproprigte £ile muterial by CPC for exmingtion
by the Historleal Sectienj 3. interview of appropriasle persommel of OPC
by the HMestorieal Sectien.
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RESPCN SIBILITIES BETWEEN BOGIFLONS

Starting with the pranime that the OPC mission succeeds or falls by
soctions in the field, 4§ can be argued thet all echelons of the head-
uarters esteblishment Bave Lhe single purposs of providing guidance,
nesns snd gervices in support of the field schelona.

Guidanos is proverly concermed with plang, policies snd doctrine,
starting st the NSC sud PSB levels in the broadest and most generslised
terms, and descendin; in incressing psrticularisation to the Pivision
and Country Branch lavel, Ideally no echelom or steff providing guidance
should render ad hoo degiasion on specific snd conerets operations. Theo-
retically, referrsl of sny conorete problem upward in the chain of ecommand
is prima facie evidence of fallure in foresight in the nission of estab-
Tishing policy and doctrine., Practically, in s organisation so newsborn
end devoid of soestrel heritage as CIA, compiletion of an adequate body
of doctrine ean hardly te schieved for several yesrs to come, Yeanwhile,
in this vecuun of dogtrine, referrsl of specific problems a1l the wey up
to the DCY level will be ineviteble, Sound development within the Agency
requires that such rsferrzls be recognized ap red alerts $2lwminsting sume
area of insdequacy of dectrine, An ad hoc decision nay be urgently re-
eniredy, bub 1t will not contribute te the development and ngturing of the
Agencys Unless the specifie decision is accompanied by, or wntil it ls
followed by, a decision in principle so formulated 38 to gtand os & manval
refersnce covering similar problems for the future, the detemining eche-
lon gtands selfecon’esstd of incompetence, Put in other tems, improvie
sation should be the exslusive prevogative of the field echelons, the
fronteline troopsy fire ordsre upon targets of opportunity cannct be
igsued from comend posts send higher hesdquarters. Conversely, cata-
logues of appropriate tergets of opportunity are quite properly issued from
higher hesdquarters.

leans for the fielé ingludes sbove sll else adequste; qualified,
competent and effective persannel, The selection ad assefgment of pere
sonncl is a proper functicn of higher command through the successive
stages of recruitmert, nssesment, training snd sssignment to the field.
Thereafter, in an erganisetion in which the cutpost must be as auionomous
a8 CIA vecuires in p £ield station, higher comand ¢an 4o 1little more than
naintain continuing mearurement of accomplishment as sccurately as possible
and remove personnel for resssigment or dlschsrge immedigtely the situstion
warranis.

Services to the firld, indluding the sum of 3)l logistical end teche
niesl support, should be ghered at &)l times to supplying vhat is ssked
for, rsther than in shipping itens fros predstemined mnd theoretical TE 25X1
tebles, FHers again the durliamm of dootrinal prineiple snd operational
practics is pertinert, The doctrinal aspect covers tha dave et of -
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equipment, the mticipstion of needs, and the estsbliatment of TE's.
The operaticnsl aspeet beyins with and includes specifiec shipping
listas.

The term "higher healguarters” as used sbove is equally sppllcable
to the srea division devdl fras the viewpodnt of the field station, the

office level from the division vliewpoint, end the deputy divector and
higher levels from ay lotmes viewpoint,

Apainst this entire abtituds of anphssizing the primacy of the field
gbation is the recurrant viewpoini, sometines with axcel lent. cause, of
jyritetion towsyd “thasge fresvheclers in the fleld.® How
ever the eventuel solution vo difliculties srising from non-conformity
ip the field liem not in further headquarters review prior te sction in
the field, but rather fo £11ling im of the established doctrinel bible
with principles to which fisld practice may be required to conform. Older
offices of CIA report slew but evertusl progress in egtoblishing effective
hesdeuarters cortrol of the field. gich control is most readily egbsblished
vhen directives snd instyuctions from headquarters are ferexighted, mature
and worthy of respect., Yhere will alweys be certaln individuals who cen
never be brgught %o cpercte an nembers of a temm, snd the situstion in OPC
faces a probable campliontien in the fact that nany of the qualities of
character volueble ir 1tp field sctivitdes are sozocisted with the char-
actoristics of the noneconfomist, the 1ome wolf and the slippery operator.

The situation et the time of the eroation of OPC wap particdarly
unfaversble to the growth of sound aiministrative snd crganisstionsl
patterns. There wes an Tnost total lack of pre-plsening balsnced against
a serse of extrane wyendy. The criterion of “wgamendshle objeetive and
urgency™ was, undexr the Mroumstances quite properly, veed as & substitute
for long-reange plmns. There wae a conmendgble end galvanic feeling thab
sctiong in the first yesr of the 0£fice might be decisive in turning the
future course of world histery. Thers was s flux snd interchange in duties

tion to cerry out leng yaage plans, time sttention was exrly and cone
tﬁminmmto;ﬂmstwmmu Yet oven when progross in
thig direction was nmede, the conflict of jurisdiction, with State, the

T id 014 all having lheir privete imterpretetion of the degros to which
they controlled 0P, erveted new hazsxrds, road blocks snd threets of une
doing work that hed bean done.

CUESTICHSY

1. With respect o aach of the following echelons or organizstions,
a. Hen o lag in fomwletion of policies, principles and
doctrine occurred to the detrimert of the nataring of
OPC?
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b. Have af 10g declsions been siployed es a substitule
for Joreaiznted directlom?

ce Uhat milestones mark definite steps forward in the
appropriste appertioment and sxerution of tesmwork
through the chain of comuand?

de “het past wenlmesses in understending end exscutlon of
asch echalont's mission with reapect to nigher and lower
schelons 3till existed bw 31 Decamber 15517

Echelons and crgemizationss State Deperlment, Follcy
Flanning Staffy JCS, JEFD; NSC (Magnitude issue alresdy
sveileble in sufficient detail)y PS3; DCIy DIXI3 DDP}
ADSO3 ADSC staeff sactions inscfar a2z they have axer-
cimed deefecto suthority over Divisionsy FPW Diviaion
insofar as it has exercised de-famcto authoriiy over
geograplie divisionsj the Geographic Divisions.

2, Bvolution of the relstionship with smd service recceived from,
up to I Decesber 1951, ené statensnt of any continuing weeknensos a8
of that dated Farmei Cffice in netters of recmitmenty Cffice of
Training and prodegessor conponents; &S0 particularly with raspact to
the spprosch to cparstiorsl mmd covert clemances as a welghing of the
operationsl purpose sgalrst the securiiy factors developed te obbaln @
calowlation of risk ss dletinpuished from s rigid messwramert of the
security fectors developed and a decision rendered in a vaouum without
consideration of the operetional purpose and possible benefits; Contact
Division in matters of opsretional support from (sS. privete enterprise,
(HSC Now 10/2 snd the Wismer nano of Interpretation of 12 August 1948,
set up & barrier between OFC #d service componenta of CIA. The Suith
repudistion of that remo, tranmmitted orslly on 11 Ogtober 1950 broke
through thyt barrier, lowever, there was sane gradusl develorment of
relationships betweer oPC and the rest of CIA, dletsted by necessity,
betwesn those dates.)
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Evolution sl finsl situstion on furnishing of velicy guldance to
0PCe In maintoining cortimons revision of the Policy Book, what are
the mechenics of transleting puidmmece from the Policy leming staff
of State, the JSPD and the P5B inte the elucidation of doctrine? Are
the respective spheres ¢f mthority of these three bodles se proecisely
delinegted that there it ro overlap or occasion for corfiict batween
thely formnlations? If not, how are muich conflicts resolved? vho is
the ultimste suthority mong them? Has the PSB in ay respact supplanted
Statels PES or the JSFD in the guldsnce role? Or do the State md Dee
fense members of the P teke responsibility for pre-coordinating with
other ligison to OPC in thelr respective deparbments? 4 critic of the
PSB has stated that thet body had the cholce of isaring directives and
having them clrcuwavented or issuing guidance and having 1t ignoved, and
the latter altermative had been chosen. This would of course spply
rather to the Director md subordingte psrscormnel =gthes than to the Board
itself. Comment on the effectiveness of the interwgzency coordination
resulting from the setiovne of various wrking groups convened by the
PSB. In the originsl srrengenents, major projects had to be referred
back to Statels PPS for approvel. Hes this procedure altered singe the
emergence of the PSE? Catalopue of actual achievement and develoment
of working relationshipp under the PSB. Part II, Section VI, B, 0,
a of the 10 Qetober 19t1 revision of the Strategic FPlon states that the
iy will provide direttion, guidance and mesns te the ares divisions
on economde, political, propegands and scientific matters, and that Soviet
personnel will be encouraged to desert snd seek haven and will be prow
vided with interim sanctusry end prepared for employment. To what extent
does the FYDiv serve as the channel from the PSB to the operating echelons?
Does any cbfuscation result from the spperent blending of sitaff and operating
functions in the iv? g the PyDiv serve as the pleming apency for
much projects Any further detalils on mrrengenents and af-
fectiveness of the coordingted attack on peychological wexrfare mgtiers
both at the inter- end intra-ngency levels. Por a considersble period
of time the sent of top policy pguldonce on econmic warfare rémpined une
defined. Armex C, Section ITY; 44 of the Strategic Plem ststes that the
PSB i= resporgible for policy guldance for covert econcamic operations,
Does this provide such definition, and 4f so, does the PSH in turn derive
its guidence from the NiC, as in NSC No. 10L/27 If not, where? Cf
particnlar interest in 111 these considerations is the mmner and form
in which guidance, flowing down from the top, reaches the operating level.
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